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\/ Critical Path Planning
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Identify users and purpose of the CPP Tools
Present key elements of the tools

Examine the CPP Tools in a little more detail
Highlight complementary tools being developed
Demonstrate the CPP Tools
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CPP Tools
Users and Purpose
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U.S. AIR FORCE

m Base RPMs

m Reqgulatory Agents

m Community (RABS)

m Service Agents (AFCEE/COE)
m Contractors

m Different users may use different CPP
Tools
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U.S. AIR FORCE

m Assist project teams to achieve site closeout
more quickly with tools to help...

m Understand complex CERCLA processes

m Promote strategic planning
built on required CERCLA
processes

m Offer project teams a common
understanding of actions
needed to move forward

m |dentify critical path activities
that may cause delays

Integrity - Service - Excellence



\~Z Purpose of Critical Path
- Planning Tools (Cont.)

U.S. AIR FORCE

m CPP Tools help managers identify critical
decisions

m Who owns the decisions

m What is the decision making process

m What is the schedule for completing the process
m CPP Tools suggest streamlining options at

appropriate points in the CERCLA processes so
as to implement more timely action
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Key Elements of the CPP Tools
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Key Elements of CPP Tools

m TOOL #1 - Process Flowcharts present a conceptual
overview of CERCLA cleanups

m TOOL #2 - Project schedules (Gantt charts)

m |dentify critical decision points in the process

m Provide task-by-task critical path scheduling templates
m TOOL #3 - Checklists discuss

m Management issues for each CERCLA phase

m Streamlining concepts that suggest alternatives

m The tools are linked electronically

m Jump from areal project schedule to see the CERCLA
process it implements or consider alternatives to
streamline the work and jump back to the schedule
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U.S. AIR FORCE

//r

m Focus on CERCLA cleanup process

m Follows a single site from Discovery until No
Further Remedial Action Planned

m Regulatory flexibility allows for multiple different
routes to cleanup

m “Optional” approaches provided
m When an alternate path is possible
m When community relations may be appropriate

m When budgeting, contracting and regulatory
processes may be required
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U.S. AIR FORCE

m The CPP Tools may be downloaded from
m AFCEE Web Page - search products for “Critical Path”

m AFBCA Web Site at
http://208.219.168.5/QuickPlace/CPT/Main.nsf?OpenDatabase

m CERCLA flowcharts viewed on computer or printed
m CERCLA Gantt charts open in MS Project 95, 98, 2000

m Critical Path Planning Tools binder
m Tabbed notebook with tool components
m Tools Provided on CD-ROM
m Poster sized flowcharts
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The CPP Tools In More Detall:
Tool Functions and
Relationships
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) T4 TOOL #1 - Process Flowcharts

m Four sets of interrelated flow charts

m CERCLA Process Framework PA/SI
. RI/FS
n n
Budgeti .g Remedy Selection
m Contracting Remedial Design
m Regulatory Review Remedial
_ Construction
m Flow charts are linked to each other | removal/ IRA
and to other CPP Tool elements NFRAP/Close-out

m Each chart incorporates regulatory requirements
and common practices
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\/ Flowcharts Reflect

5 At FORCE Common Approaches

m Flowcharts:

m Offer optional changes to standard processes
where appropriate (e.g. removal actions, FS starts,
RD starts)

m Show interaction of CERCLA with other processes
m Diagram potential bottlenecks

m Emphasize the importance of collaborative
decision-making by showing “Do-Redo” loops
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s Flowchart Connections...

U.S. AIR FORCE

CERCLA Framework
| “ Links to Other Processes
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of the Toolbox
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\ TOOL #2 - GANTT Charts

(Project Schedules)

U.S. AIR FORCE

m Project schedules built in Microsoft Project

m Tasks are built around the standard process of
“primary” and “secondary” deliverables found in the
Model Federal Facilities Agreement for NPL Sites

Primary Documents Secondary Documents

m Assume 45 days for initial m Assume 30 days for initial
regulatory review of draft regulatory review

m Assume Document becomes m Revisions of secondary
final after 30 day regulatory document usually occur in
review of draft final primary document

m Adds potential primary
documents to RD/RA stage
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\~/ TOOL #2 - GANTT Charts

(Project Schedules)

U.S. AIR FORCE

m May be opened in MS Project 95, 98, and 2000

m Templates may be used as the basis of real schedules
m Tasks have default links and druations
m Use or delete “optional” tasks identified in templates

m Add; delete; re-link; or change the duration of tasks in
the real schedule as needed

m Import supplemental contracting & budgeting
schedules into real schedules

m Tiered structure allows users to view Gantt charts at
various levels of detail

m Hot links to critical decision issues, flowcharts, and
checklists carryover into real schedules
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\/ Gantt Chart Hot Links

i Help User Plan & S I
.. AIR FORCE e Selr Flan treamiine
Year 1 Year 2 ChecﬂSts
ID | Task Name Otr1 | Or2 | O3 | Qtrd | Qw1 | Otr2 | QU3
23 |RUFS Process _
67 RUFS SOW (Checkiist: Rl Investigation Preparation) M
8 RUFS Workplan
20 Phase | Field Investigation ] M;ﬁ—
91 Sub-Confracting by Prime Contractor :
a2 Selection of Laboratory
93 Audit of Laboratory (Optional)
94 Site PraparationMobilization
85 RI Phase | Field Work
96 Laboratory Analysis
a7 Receive Raw Lab Resulls
98 Review Raw Lab Results
99 Data Validation
100 Data Assessment Usability Review ..
10 Decision Point: Rl Midpoint Assessment GII:]] gg;{?}lg in “i
102 RiI Phase Il (Optional)
103 Phase Il Field Work

Integrity - Service - Excellence




\ 72
N7
2

U.S. AIR FORCE

m Decision point for Ending Remedy Selection

Example Critical Decision Point

.3 Electronic Toolbox =] B
File Edit Bookmark UOptionz Help
Help Topics Back Optionz | Title Screen|  Legend ERAF ] ATt

Ending Remedy Selection

Possible Process Paths

Mo Action ROD (NFEAP Category 3)
=kip Design, Go to Remedial Action

Begin Remedy Design

Links to Related Checklists

Eemedy Design

Hemedial

Action

MERAP — Iz It an Option?

(5o to MFRAP (MERAP Flowchart or Gantt Chart)

Go to Femedial Action (Eemedial Action Flowchart or Gantt Chart)

Go to Remedial Design (Hemedial Design Flowchart or Gantt Chart

)
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U.S. AIR FORCE

m Management Checklists facilitate planning
m Management Checklists help plan ahead.

m The next slide is an example of the Remedy Selection
Checklist

m Streamlining Checklists focus on initiatives

m In the following example, the Remedy Selection
Checklist directs us to consider screening initiatives
like Rational National Standards or land use
directives
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\Hj Example Mgmt. Checklist:

- Remedy Selection

> Electronic Toolbox M =1

File Edit Boolkmark Options Help

Help Topics Back Optiohz | Title Screen|  Legend B T MM

REMEDY SELECTION

TOPIC #1 - What are the cleanup goals?
TOPIC #2 - Is the community supportive?
TOPIC #3 - Are the reviewers prepared?
TOPIC #4 — Keep thinking ahead.

TOPIC #1 - CLEANUP GOALS

To transition smoothly from F5 to Design and Action, review the following issues during Remedy Selection:

+ ‘What are the cleanup goals for the site?

+ Are cleanup goals adequately or overly pratective, given the proposed future land use at the site?
otreamlining Checklist Link: Screening — BMS| & Land Use Directive

+  Given the contaminant and hydrogeologic characteristics at the site, are cleanup goals likely to be attainable? If uncertain,
which 15 likely to change, the Remedy ar the cleanup goal itzelf?

Iif attainment of cleanup goals is uncerain, given site circumstances and available technologies, build contingencies into
the Decision Document to reflect this possibility. This might include the following:

+ |ncorporating decision-tree analysis points into the ROD and contingencies based upon the outcomes. For example,
remedies may include capping and groundwater extraction, with the contingency that if groundwater goals are not attained in
# years, a hot spot removal at the source will be completed.

« Contingency analysis and presentation in the ROD may help eliminate the need for additional documents (including
Explanation of Significant Differences and ROD Amendments) in the future.
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\Hj Streamlining Checklist:

5. Al mOmCE RNSI & Land Use Directive

.2 Electronic Toolbox | _ |O] =]
Eile Edit Bookmark Optionz Help

Helplupicsl Back, I Options |T_it|e Screenl Legend I EEELE [ I Ea |
SCREENING

RATIONAL NATIONAL STANDARDS INITIATIVE (RNSI)

Relates contaminant levels with realistic exposure sceharios agreed upon by project team, allowing prioritization of sites
bhased upon relative levels of estimated risk. Uses pre-calculated numbers based upon specific risk scenarios to:

+ Establish prionties among sites.
+ |dentify contaminants and areas of concern.
+ Facilitate a sensitivity analysis of the costs of a particular action with respect to land use and the nature of the remedy.

SPECIFICS
+ RMZIis tied to four different types of land use: residential, industrial, recreational, and open space. This allows an early
focus on land use in the imvestigation. | |
+ Realistic predictions about exposure scenarios lead to a solid baseline against which to compare contaminant levels at the
area or site.
+ Fesult: a more targeted, focused analysis, because it is then possible to eliminate some pathways andfar analytes from
evaluation.

LAND USE DIRECTIVE

EFPA guidance encourages linking remedial decision making with reasonably anticipated future land use at the site. The
determination of anticipated land use can help target the risk assessment for surface soil exposure and may ultimately
lead to more cost-effective cleanups. Here's how to begin:

« Involve the community in land use determination and site decisions,
+  Understand the community’s expectations with respect to land use, so the selected remedy meets the needs of those
impacted by site contamination and cleanup. |

Integrity - Service - Excellence



\/ Streamlining Checklist:

wsanronce  COllAaborative Decision Making

m Another example of a streamlining checklist initiative

« Electronic Toolbox H=1Ei
File Edit Bookmark Option: Help

Helplapicsl Back I Optionz |T_it|e S-:reenl [Leqemd i sl T I 1 ] |
COLLABORATIVE DECISION MAKING

PURPOSE & HIGHLIGHTS j
WHEN IS IT POSSIBLE?

PARTHERING

STREAMLINED OVERSIGHT

HOW TO BEGIN

POTENTIAL TARGETS

TO LEARN MORE

PURPOSE & HIGHLIGHTS

+ Encourages joint decision making throughout the investigative and remedial actions at a site.
+ Focuses upon shortest paths to remedial action and closeout.

+ FHeduces regulatory review redundancies and timeframes.
+ Accelerates the speed of environmental cleanup.

WHEHN IS IT POSSIBLE?
Collaborative decision tools:
+ Are possible wherever there are decisions left to be made or documents that require review.

+ Can be equally applicable to investigative, decision, remedial action operation, and closeout phases of effart.
*  Provide the most apportunities for streamlining the earlier they are begun in the process by the team. =]
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Complementary Tools
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\~7 Complementary Tools Being
et Developed

U.S. AIR FORCE

m Crosswalk

m Integrates Schedule-To-Complete (STC) with Cost-To-
Complete (CTC) into project management schedules

m Compares STC dates reported in the AFBCA
Management Information System (AFRIMS equivalent)
with same data in project management schedules (95%
complete)

B Summarizes and reports cost data tracked in project
management schedules as the CTC by year by site for
building the CTC in the MIS. (85% complete)
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Example Crosswalk Printout

55005 Storage Yard Site S-3

Start Date End Date Start Date End Date
Santt MIS Gantt MIS Gantt MIS Santt MIS
PA 0731/1981 0228/1982 RIP | 04202003 03200200
51 I]BE‘QHQEEI 0125/1984 RA-OQ) 092220031 0272008 092002018 049287201 8]
Rl 010471999 010471999 1071372000 O 2070008 OPS | 092252005 IIIEI.I'EEIIEEIEIQ - -
FS u:trugrzﬂnnH 032002001 050272001 RC | owzirzote] nwasizotg -
ROD | 00972001 0&02r2001 LTM | owzorz008] 10012008 092202021 DE/O9/2021
RD Q2712001 0425720010 11062002 1000972002 SC | 08022022 D09 2021 - -
RA-C| 03292002 100952002 092252003 III3.I'2EII2EIEIE| IRA
—Legend:
01/0152000) Estimated date 0101720000 MIS Date differs from Gantt chart date by 60+ days and should be reviewed
01/017°2000) Actual date 0020000 MIS Date occurs in a different FY than Gantt chart date and should be reviewed
OFAMA2000) Elapsed date _ Actual MIS Date differs from actual Gantt chart date and should be reviewed

Mater Phases and millestones that are slipping showld be reviewed In the Gantt chart wsing g "Critical Path" fitter In orcer to

Kartify tasks that couidl potentially be aptimized to mininiZe scheclle delays. Phases ahd mifesfones ahead of scheadllla
ahauic! simliarly e reviesved to detenming If subsecquent tasks can acclir sooner, thereby expediting clieanun

143 PM  Sunday, January 21, 2001
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CPP Tools and Crosswalk
Demonstrations
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